Montgomery County Police Department FY2011

Performance Plan

Contribution to Montgomery Results
Safe Streets and Secure Neighborhoods

An Effective and Efficient Transportation Network

A Responsive, Accountable County Government

What MCPD Does and for Whom

How Much

To safeguard life and property, preserve the peace,
prevent and detect crime, enforce the law, and protect
the rights of citizens. The Department is committed to
working in partnership with the community to identify
and resolve issues that impact public safety

Total: $ 232,401,770

Total: WY’s 1734.9

Major Function #1:

$185,921,410

Respond to emergency calls for service. Investigate WY’s 1387.92
crimes related to emergency calls. Enforce traffic laws

and maintain the safe flow of traffic on all roads within

Montgomery County

Major Function #2: S 46,480,760
Create and expand on community partnerships to WY’s 346.98

identify and resolve issues related to public safety within
those communities




Headline Measure: Crime Investigation and Closure
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Headline Measure: Average Time To Answer 911 Call
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Headline Measure: 911 Call Response Time
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Calls

Headline Measure: ECC Call Volume
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Headline Measure: Traffic Collisions
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STORY BEHIND THE PERFORMANCE

Officers on patrol and responding to emergency calls are the backbone of this Department. A quick
response in answering the 9-1-1 call in the emergency communications center and officers on patrol can
impact the prevention of crime and assist in the closure.

The Department investigates thousands of crimes a year. The crimes that have the most significant impact
on the safety of the residents of the county are crimes of homicide, rape and robbery. Montgomery
County Police maintains a case closure rate higher than the national average and strives to stay above that
rate. Investigation into these crimes demands considerable resources such as DNA analysis, forensic
evidence collection, and the use of several investigators.

Contributing Factors

Geo-based Deployment

In 2004, the Department focused on improving service through the creation of groups of police officers
and deploying them in smaller geographic areas. Geo-based deployment strategy allows the Department
to assign personnel to the areas in greatest need. This deployment strategy has reduced the response
time to calls. Unfortunately, our current software is dated and is unable to handle changes required. We
are searching a new vendor and a system flexible enough to redraw districts and patrol beats as well as
deploy our existing contingent of officers.

Three police districts, (3, 4, and 6) are currently under this deployment method and all have seen a
decrease in response time since the deployment was first implemented in 2004. The three geo-based
deployed districts have the highest percentage of calls for service among all the districts but are still lower
in response time than the other three districts which are not as call demanding.

Communications Center

Montgomery County Police 9-1-1 Emergency Communications Center (ECC) is the primary public safety
answering point for all 9-1-1 calls placed in the county. While it remains our primary mission to answer
the emergency calls, the non-emergency calls also need to be answered in a reasonable amount of time.

With the use of overtime and call taking strategies where Police ECC personnel are assigned to answer
only emergency 9-1-1 calls, preliminary figures for FY10 show that the average time to answer 9-1-1 calls
has held steady to between six and seven seconds. This improvement ensures compliance with, national
standards that mandate that calls are answered in 10 seconds or less. As part of the PSSM (Public Safety
System Modernization, a new Computer-Aided Dispatch System (CAD) will help streamline the entire call-
taking and dispatch process and should reduce the amount of time required to currently dispatch a call to
an officer.

Case Closures



The case closure rate of violent crimes is a key indication of MCP performance. MCP currently
benchmarks our case closure rates for homicide, rape, and robbery to the national averages. In many
instances, MCP maintains a closure rate higher than the national average and we strive to stay above that
rate. MCP is also in the process of comparing case closure rates to similar jurisdictions throughout the
region.

In order to maintain high closure rates, a staffing plan was developed for a gradual increase in staff as well
as the addition of new detectives. Staffing of additional personnel and needed specialized equipment has
been added to the DNA lab to allow for the quicker processing of DNA samples for prosecutions of cases.

The move to a new and state-of-the-art crime laboratory at the new Public Safety headquarters will be
very beneficial to our performance measures. Cases will be handled faster and more efficiently with
results reaching our officers and prosecutors in time for any trial.

Special Enforcement Initiatives

Throughout the year, the Traffic Operations Division sponsors seasonal special enforcement initiatives to
enhance traffic safety in the community and to reduce the number of collisions. The initiatives include:

Holiday Season Task Force- DUl enforcement

Prom Season Task Force — Underage drinking

Sobriety Check Points/Phantom Check Points/Saturation Chiefs’ Challenge Seat belt enforcement
Smooth Operator — Aggressive Driving

Street Smart — Pedestrian Safety

Back to School Speed Enforcement /MSP School Bus Grant

Automated Traffic Enforcement

This program utilizes technology to assist in responding to red light and speed related violations in
neighborhoods and school zones. Use of available technologies supports greater efficiency in the use of
human resources dedicated to traffic safety. Montgomery County is one of only four counties in the state
to utilize automated speed enforcement.

Community Policing

Community Policing continues to be the key element in the mission of the Department. This philosophy
translates into all facets of our work, including service delivery and budgetary issues. The current
deployment goal provides sufficient officers to handle calls for service while arriving on the scene of
priority calls within 7 minutes. In addition, the goal allows for the dedication of 3.5 hours out of a 10-hour
shift to complete proactive policing activities which include Community Policing projects, proactive patrol,
and problem solving initiatives. Community Policing is a philosophy adopted by our department to
provide residents with a sense of self satisfaction and greater participation.
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The Department has established a second Police Community Action Team (PCAT) to target specific
problems in the community. Teams can be deployed from one to six months at a time and will address
crime and quality of life concerns. The first team was established in January 2007. The team was deployed
in various areas around the county. In one community the team concentrated on, calls for service dropped
37% from the previous month prior to deployment.

Restricting Factors

Staffing levels

When staffing levels are low, it can directly impact the effectiveness of department services. The national
average for staffing levels of law enforcement agencies, when compared with population, is 2.4 officers
per 1,000 residents.

In Montgomery County, the staffing is much lower at 1.2 sworn officers per 1,000 residents. Similarly,
Prince George’s County Police has 1.7 officers and Fairfax County Police has 1.4 sworn officers per 1,000
residents. In addition to an average of 60 officers per month on no duty, restricted duty, or light duty,
Department personnel are tasked with handling non-first responder functions:

Hospital Guard Details

Prisoner Transports from out of county
Prisoner Processing

Prisoner Transport from the Jail

The department started MCP Stat weekly meetings with the command staff to analyze our staffing
effectiveness and make recommendations where we can be more productive.

911 Call Taking

Our average time for answering 9-1-1 calls had been steadily increasing over the past 5 years. The
recommended national standard is 10.0 seconds. The number of calls received by the ECC has steadily
increased each year and 56% of the calls to the ECC come from cell phones which take longer to process
since an address is not automatically displayed to the call taker. In addition to answering 9-1-1 emergency
calls for service, Police Communications Specialists also answer non-emergency calls from the public.
These calls have increased at a rate of 2% per year over the past two years.

Workload analysis studies demonstrate that there is a need to increase shift minimum staffing and overall
authorized positions to maintain current performance standards.

Investigating Crimes



Many investigators are new in their assignments, requiring training resources that are extremely limited.
An example of limited training resources lies within the investigative ranks that are limited in their ability
to speak Spanish. The department has hired a Spanish teacher to teach basic and conversational Spanish,
however, this is a process that will take some time before the investigators become fluent.

Another restricting factor is the DNA laboratory backlog that results in the slow turn-around of DNA
analysis. All of these factors have an impact on the effectiveness and ability to solve and close cases. DNA
assists in identifying suspects in numerous crimes which have substantially increased the demand and
workload on the lab and created a backlog of cases. With the advancements in DNA, more and more
exhibits are submitted to the lab for analysis. One of the largest obstacles is the lack of space for the lab.
With the necessary equipment in place, there is little space for adding staff or necessary equipment needs
for the future.

De-centralized Traffic Units

Each district has its own traffic squad which is responsible for the flow of traffic and enforcement of traffic
laws within their district. Large details, special events, and unexpected circumstances can require that the
traffic squads be detailed elsewhere for an extended period. This means that the patrol officers must
handle all traffic related incidents in addition to patrol duties and responding to calls. MCP does not
currently have a centralized traffic unit to handle the increasing demand of traffic management,
pedestrian issues, and county-wide events. What traffic units that are centralized focus on fatal collisions
and alcohol related incidents.

Community Outreach

The elimination of our Community Services Division has hurt the department. It has become increasingly
difficult to give each community the attention these diverse neighborhoods deserve. The District
Commanders have made this area a priority and are making every effort to reach out to their minority
communities to maintain an open dialogue.



WHAT WE PROPOSE TO DO TO IMPROVE PERFORMANCE
Patrol and response to 911 calls

MCP is constantly reviewing the benefits of geo-based deployment and the possibility of expanding into
the other districts. Districts will be re-aligned to manage workload demands and decrease the response
time to emergency calls. Although there was a slight increase one year in response time, it has been
clearly established that the geo-based deployment provides a quicker response to calls. Even with the
slight increase, times were still lower in the geo deployed districts.

Distribution of mobile fingerprint identification systems and facial recognition systems allows for positive
identification of suspects immediately by patrol officers. The mobile device will assist the officer on the
street by providing the means to effectively identify an individual and expedite the time to handle the
situation.

The purchase of a workload analysis program to utilize current CAD data and GIS information to assign
patrol officers as needed based on crime data and projection. The program would be utilized daily by a
Planning Manager, a new position, within the Office of Policy and Planning. With this new position the
department could redraw beats, sectors, and even districts to prevent crime based on statistical analysis
of CAD data. Without this program and the Planning Manager the department could become less
proactive when dealing with crime patterns and public safety issues.

Increase the number of call takers

This will be accomplished by filling vacant positions authorized. The positions in the Police Emergency
Communications Center (ECC) require background checks and an extensive training program that results in
lags in staffing new positions. MCP will compress the time to fill the positions more efficiently and in a
shorter duration.

The ECC will transition to a “universal call-taker”, a position capable of handling police and Fire rescue calls
for service, as well as the creation of a “call taker only” position. Having a “call taker only position” would
save the department financially by having a position that is at a lower grade and gives MCP the ability to
keep employees in training that can handle the call taking function but do not have the extra skills needed
to be a dispatcher. The length of the training time would be lessened and a new employee could be
brought into full capacity faster.

Extend the capabilities of Montgomery County’s 9-1-1 system

Implement an e-911 protocol and text messaging system. This will better serve the emergency needs of
our residents and give an additional means of communication for the hearing impaired community. This



service will provide a non-voice means of communications to a 911 operator and allow for text messaging.
This services is expected to be fully in place in the next 3 to 5 years

Investigative Workload

MCP will outsource DNA cases as appropriate and as funding permits. Cases that have been backlogged
would be sent to another service provider. With the insurgence of DNA capabilities in the last decade, new
leads and evidence has been brought to the forefront which requires the case to be re-opened and a new
investigation started. MCP created a “Cold Case Squad” which is designated to handle homicide and rape
cases that have been inactive for years when all leads have were exhausted.

The use of DNA technologies requires increased space for Crime Lab to accommodate necessary
equipment, larger staff, and a greater storage capacity to ensure all standards are met and work can be
accomplished. New robotics has been acquired for the lab allowing for speeder process of exhibits.

Traffic Enforcement

MCP looks to establish a centralized traffic enforcement unit which would include a Commercial Vehicle
Enforcement Unit to provide improved monitoring of commercial vehicles on state and local roads in
Montgomery County.

MCP also would like to hire for all open positions assigned to the Automated Traffic Enforcement Unit and
build-out full battery of forty-five (45) red light camera locations to meet the Council approved
expectation. In addition, MCP would like to commence and complete the build-out of thirty (30) fixed
speed enforcement camera installations.

Since the beginning of 2008, over 49 million vehicles have been monitored in the sites that have fixed pole
speed cameras. Analysis will need to be conducted for speed reduction and collision comparison.



APPENDIX A: BUDGET

e Hire a Planning Director to oversee the workload analysis of all operations within the department.

e Purchase new speed cameras for Safe Streets

e Expand the capabilities of the Crime Laboratory through the purchase of new equipment and
hiring additional staff.

e Continue to hire additional patrol officers and 911 Call Takers and Dispatchers.

e Hire an Accreditation Manager to ensure that all proper documentation and standards are
complied with for various unit accreditations.

APPENDIX B: IMPLEMENTATION

e The relocation of the Police Department Headquarters to the new Public Safety Headquarters is a
key component to many of our strategies.

e The new crime lab would co-locate all functions of forensic analysis. This will help streamline our
process and will allow for more analysis and more convictions.

APPENDIX C: DATA DEVELOPMENT AGENDA
Safe Streets and Secure Neighborhoods

The effectiveness of the PCAT unit and reducing Part | offenses in the areas they are assigned. We are
planning to compare the crime statistics (Part 1) within areas where PCAT will be assigned. These same
statistics would be compared to the deployment period while PCAT is in the area and post-deployment
statistics once PCAT has left the area. Arrest data for Part | offenses would also be examined. There is an
issue with “real-time” data due to limited deployment of the PCAT units. The purchase of a workload
analysis program would greatly assist the department is reaching this goal.
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ADDENDUM: RESPONSIVE AND SUSTAINABLE LEADERSHIP

Responsive and Sustainable Leadership has been the cornerstone of the County Executive’s vision for
Montgomery County government. To advance this vision, we have identified the following overarching
goals for all County departments:

1) Collaborations and Partnerships:

e Department actively participates in collaborations and partnerships with other departments to
improve results beyond the scope of its own performance measures.

e Office of the State’s Attorney

e MCP works hand in hand with the State’s Attorney dealing with everything from gang issues to the
successful prosecution of criminal cases.

e Health and Human Services

e MCP works closely with HHS at the Juvenile Assessment Center identifying juvenile offenders in
need of their preventive programs.

e Street Outreach Network

e (Crisis Intervention Team and Project Lifesaver

e MCPS

e EFO Program

e Sports Academy with the Recreation Department

e Department of Liquor Control

e The Alcohol Initiative Sections works closely to ensure compliance.

e State Partnerships

e C-SAFE

e GOCCP

e SHA

e Federal Law Enforcement
e JTTF

e Multiple task forces

e ATF

e DEA

e FBI

e Community Outreach

e Asian Liaison committee

e African American Liaison committee

e Latino Liaison committee

e District Commanders advisory boards with community members
e Various Chambers of Commerce

e C(itizen’s Police Academy and Citizen Surveillance Teams
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2) Workforce Diversity and MFD Procurement:

e Recruit extensively at colleges and universities up and down the east coast with particular
attention to universities with diverse student populations.

e Recruit extensively on the Internet and in minority print media.

e Advertise on local radio stations appealing to wide audiences (DC101, SportsTalk).

e Print and distribute extensive print material such as flyers, brochures and banners.

e Have a diverse recruiting staff consisting of five permanent and varying numbers of temporary
police officers.

e Provide materials and funds for any officer to return to their alma mater to recruit new officers.

e Provide monetary/leave rewards to current staff who recruit new officers (first when the new
recruit completes the academy and upon achieving permanent status).

e Provide a lateral entry program that provides higher salaries to officers with previous police
experience.

e Meet with reporters of local minority newspapers who then write/publish articles regarding Police
recruitment issues.

e Advertise in magazines circulated to colleges with diverse student populations, including HBCUs.

e Attend culturally diverse community fairs, events and activities.

e Provide trinkets with recruitment contact information.

e Provide information on the County’s benefits package in person, through printed materials and
use of a prize wheel.

e Provide personal contact and open communication with candidates to answer questions and
provide status reports.

e Utilize programs for interns and Explorers to expose them to the work of police officers and build
interest in a career in law enforcement.

e Provide an early hire program to provide compensation for those who complete all requirements
and need income prior to the start of an academy class.

e Test monthly and test on-site when traveling out of the area.

e Provide background booklets in advance to be brought filled out to the written exam and give the
written exam and oral interview on the same day all to reduce the length of the process.

e Provide a competitive salary.

e Utilize officers and staff members as liaisons to various cultural communities in the County.

e Recruit in local malls and at the County’s annual Diversity Day Celebration.

e Recruiting for public safety applicants is highly competitive in the Baltimore/Washington area.
Numerous police agencies compete for the same candidates, especially with the creation of
additional public safety agencies such as Homeland Security.

e The inability to hire back retired employees.

e The economic structure in the Metropolitan area makes it difficult for applicants to find affordable
housing.
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e Applicants today are more technologically oriented and less physically active spending more time
in front of a computer and less in physical activity. They have trouble qualifying medically
(treadmill test) or in physical training at the academy.

e Montgomery County requires 60 college credits. While this is not necessarily a negative
requirement most other public safety agencies do not require college. One agency that recently
started requiring college credits permits applicants to substitute prior military or law enforcement
experience for the college requirement.

e Some cultures are distrustful of police based on previous experience in their native countries. As a
result, they do not view law enforcement as a noble career in this country.

e The diversity of sworn management is dependent on the internal structure of the department. All
applicants for promotion come from within the department.

e MCP has consistently been in compliance with all MFD processes and procedures established by
the Office of Procurement, which we believe has resulted in a trend of increased MFD
procurements in three of the past four years.

3) Innovations:

e Department actively seeks to be innovative in its efforts to improve performance.

e Research innovative recruitment sites and strategies and implement them; provide more
innovative trinkets such as CDs and internet business cards.

e Increase presence in college classrooms to promote interest in being a police officer and
specifically with Montgomery County.

e Recruit more extensively at the high school level to educate and dispel negative cultural
stereotypes regarding work as a police officer.

e Investigate ways to further liaison with diverse community groups within the County.

e Investigate ways to further provide useful information to candidates to answer questions, make
them feel important to the County, reduce misinformation and speed up the application process,
e.g., additional mentoring, an automated system to check status, a guide to outline specific
medical requirements.

e Re-evaluate internal processes for ways to reduce time and streamline steps.

e Add a cadet program to allow students to attend college and work part time in the police
department until they meet requirements to attend the police academy.

e Toimprove, we will work more actively with the Office of Procurement MFD staff to identify
opportunities for the primary contractors to subcontract with MFD vendors, particularly when
existing contracts come up for renewal within the parameters of the existing contracts. Some of
the larger existing professional service contracts are complex in scope, and may offer
opportunities for the primary contractor to subcontract with MFD vendors to fulfill portions of the
overall scope of work.
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e Initiate outreach efforts with MFD vendors to inform them of upcoming procurement
opportunities and to encourage their participation in the procurement process.

e Increase the department’s profile through networking and meeting with the business leaders in
each of the department’s six districts, informing them of the department procurement needs and
the desire to support and encourage the participation of MFD vendors.

4) Effective and Productive Use of the Workforce/Resources:
14% increase in overtime hours used per approved position.

e Department actively works to effectively and productively use its workforce/resources, including,
but not limited to, better management of overtime, implementation of productivity
improvements, reduction of ongoing costs, and efficient use of other resources.

e The department considers the control and management of overtime a high priority.

e All Division Directors and District Commanders are rated on their control and reduction of
overtime for all employees.

e Staffing levels are reviewed; however, the purchase or a workload analysis program would greatly
benefit the department in adjusting schedules and evaluating staffing levels on a regular basis.

e |tis also expected that TeleStaff will help manage department overtime through more control and
oversight.

5) Succession Planning:

11% of our positions include specific succession planning. The ranks of captain and assistant chief are
included in this number.

e Department actively plans for changes in its workforce, in order to maintain continuity of services,
develop staff capabilities, maintain and/or transfer knowledge, and enhance performance.

e The Police Department is organized as a “para-military” organization; there is a rank structure and
a chain-of-command. The Chief of Police has three Assistant Chiefs directly under his command.
One of these Assistant Chiefs will take command of the department when the Chief is out of town
and unavailable. There is a departmental directive outlining the chain of command that outlines
specific responsibilities for each level of command.

e Police Captains are transferred to permit knowledge to be distributed and new visions presented.
These Captains are District Commanders and Division Directors. Their knowledge and expertise is
essential to the success of the organization

e Leadership and mentoring go hand-in-hand and the department has a program in place for both.
These programs have helped develop staff capabilities and have identified individuals for future
promotion and additional responsibility.

e The federal government created a system known as the Incident Command Structure, the police
department follows these guidelines for all events.
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6) Internal Controls and Risk Management:

a) Department reviews and implements Internal Audit recommendations in a systematic and timely

manner:

e Audit report was released less than 12 months prior to writing of this performance plan.
e 80% of audit recommendations have been implemented as of January 1; the remainder are
ongoing. A final report will be submitted on the one year anniversary of the audit’s release.

b) Department proactively manages risk pertaining to improving workplace safety, decreasing work-
related injuries, and reducing County exposure to litigation:

e Department actively assess its internal control strengths, weaknesses, and risks regarding
compliance with laws and regulations, recording of financial transactions and stewardship over
County assets. As subset of this goal, each department also manages risk pertaining to improving
workplace safety, decreasing work-related injuries, and reducing County exposure to litigation.

e The creation of the Employee Health and Wellness Division has improved our coordination and
tracking of injured employees and their work performance.

e Every effort is made to comply with state law regarding occupational injury; it is even part of a
supervisor’s performance evaluation. Public Safety employees are considered a separate class
when dealing with worker’s compensation; this requires extra diligence on the part of the
employer regarding the documentation or employee injuries.

e We have also developed an “Early Warning System” for employees displaying higher than average
risk performance when completing their job responsibilities. These employees are effectively
tracked by the Internals Affairs Division and the Employee health & Wellness Division.

e [f higher than average risk performance is displayed the employee can be counseled and a work
plan established, if the employee reports a higher number of injuries during a calendar year they
are identified by our contracted risk management company and scrutiny is applied.

e Cash control procedures are established for all police department locations that deal with cash.
The six separate police district stations all deal with cash for the purchase of reports or
fingerprinting services. The cash registers all checked throughout the day and at the end of each
shift to verify proper cash totals.

e Because driving is a large percentage of the workday for a police office, several measures are in
place to help keep collisions to a minimum.

e There has been a long-standing Collision Review Committee responsible for reviewing all officer
involved collisions and determining if additional training is needed.

e Officers are required to attend a four hour block of training whenever they are assigned a new
vehicle; this is in addition to the forty hour block of training they received as new officers.
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7) Environmental Stewardship:

e Department actively makes appropriate changes to workplace operations, workflow, employee
behavior, equipment use, and public interactions to increase energy-efficiency, reduce its
environmental footprint, and implement other environmentally responsible practices.

e The police department currently leads all county agencies with an eighty-eight percent recycling
rate. This is a remarkable accomplishment when you realize how much information must be
retained for court testimony

e Our Crime Laboratory follows all OSHA and EPA regulations when dealing with chemicals and
hazardous materials.

e QOur Chemists are constantly looking for environmentally friendly compounds and recycling
companies to reuse chemicals rather than just dispose of them.

e Bicycle patrols have been expanded to all six police districts, foot patrols are encouraged in all
CDB patrol areas

e Patrol cars are now more energy efficient

8) Mandatory Employee Training

76% all of police employees are required to maintain training/certification for their positions and 98% of
those employees are in compliance.

Accomplishments:

e Serious Crime Rates have decreased from the previous year

e Auto Thefts are at an all-time low (when compared to the number of vehicles registered in the
County)

e Fatal Collisions have decreased, from 43 in 2010 to 32 in 2011

e No reduction in police services were experienced

e The reduction in sworn positions has not had an impact on closure rates, arrest rates, or
citations issued

e Itis unknown if this level of enforcement can be maintained

e The redistribution of our Educational Facilities Officers has resulted in a reduction of officer
presence in the schools but our contacts remain strong and incidents are handled quickly.
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